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ABSTRACT

The Fresno City Fire Departnment in Fresno, California,
has not had a strategic plan for over fifteen years. This
condition is highly unusual in nost paid fire departnents,
especially those that are considered to be mediumor large in
organi zational size. Accordingly, this condition rarely
exi sts in other public and private sector organi zations.

The Fresno City Fire Departnment is considered by industry
standards to be a nediumsized department. The Depart ment
provi des safety services from sixteen strategically | ocated
fire stations that cover the city’'s 100 square mles. The
fire fighting force includes 237 nenbers and admni ni sters an
annual budget of approximately $22 m|lion.

The purpose of this research project was to explore the
effects, if any, to the work force of the Fresno City Fire
Departnent as a result of the departnent not having a
strategic plan for the past fifteen years.

The research undertaken for this project included various
concl usi ons and opinions from both private and public sector
experts and professionals, as well as the conpletion of survey
instruments fromfire departnents and nmenbers to measure any

effects.
Hi storical and action research methodol ogy was enpl oyed

as a neans to answer the follow ng four questions:
1. Are there conpelling reasons for a fire departnment
to have a strategic plan?



2. VWhat are the potential negative effects to a fire
departnment for not having a strategic plan?

3. Has the lack of a strategic plan affected the morale of the members of the Fresno Fire
Department?

4, Do most fire departments continue to use a srategic plan even during these turbulent
and uncertain times for the fire service?

The findings of the research concluded that there are compelling reasons for fire departments to
develop and maintain strategic plansfor their organizations. Conversdly, there are negative effectsto an
organization for not having a strategic plan, which includes not being prepared for the changing
environment and agenerd reduction in organizationd productivity.

The implications to Fresno Fire Department for not having a strategic plan, aslearned from the
survey, include decreased employee morae and productivity. The survey results aso indicated that the
mgority of fire departments continue to maintain srategic plans even during these uncertain times.

Based upon the literature researched and the results of the two survey ingruments it is
recommended the Fresno Fire Department embark upon developing afive-year written srategic planin
the near future.

Further, the five-year drategic plan should include the input from various groups of people
throughout the organization, including the rank and file members which are sakeholdersin the

organizetion.
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INTRODUCTION

The Fresno City Fire Department has been plagued by low employee morde for the past
severd years. Thisbehaviora phenomenon has occurred, for the most part, from the downward
spiraling trend of the department's operating budget.

Employees of the Fresno City Fire Department fed a sense of hopelessness and belief that the

best days of thefireserviceare cl early behind them They express their
future as being one of uncertainty. The results of this fact
have mani fested itself in decreased enpl oyee productivity, a
| oss of enpl oyee enthusiasm and creativity, and feelings of
frustration and hopel essness about their careers and the
depart nment.

Further, enployees feel that fire adm nistration is not
taking active steps to lead the departnment in a positive
direction. The latter issue causes exhaustive work for fire
adm ni stration personnel through problem solving efforts and
responses to enpl oyee conplaints and grievances.

The purpose of this research was to determine if the |ack
of a strategic plan was a contributing factor in the decreased
norale of the fire fighting nenbers of the Fresno Fire
Depart nent.

Hi storical and Action research nmethodol ogy was used to

answer the foll owi ng questions:



1. Are there conpelling reasons for a fire departnment
to have a strategic plan?

2. What are the potential negative effects to a fire
departnment for not having a strategic plan?
3. Has the lack of a strategic plan affected the norale

of the nenmbers of the Fresno Fire Departnent?

4. Do nost fire departnments continue to use a strategic
pl an even during these turbulent and uncertain times
for the fire service?

BACKGROUND AND SI GNI FI CANCE

The City of Fresno is located in the central region of
California. The city is 324 feet above sea level, primrily
flat, arid, and exceptionally well suited for agricultural
operations. Fresno is about m dway between two of
California's nore well known cities: Los Angeles and San
Franci sco. The city is approximately 100 square mles in size
and mai ntains a popul ati on of 409, 000.

In 1976, the voters of California sent a strong nessage
via the ballot box to the Legislature and those charged with
the responsibility of managi ng government. This "will of the
voters"” was known in California as Proposition 13.

Proposition 13, in essence, |limted the anmount of property
taxes that could be collected to 1% of the assessed val uati on.
The inpact of this neasure has severely restricted the

funding to state and | ocal governnments, which resulted in

consi derabl e reductions in governnment operations.



Soon after the passage of Proposition 13, the effects
were being felt at the |local government level. It was commpn
practice for several years during the budget process for fire
adm ni stration personnel at Fresno City Fire Departnent to
submt three separate budgets. The budgets submtted
contained three different percentage reduction proposals: one
was a 2-1/2 percent reduction, one was a 5 percent reduction,
and one was a 7-1/2 percent reduction. It was not determ ned
until near the end of the budget process which budget
reducti on proposal would be inposed on the departnent.

After fifteen years of unrel enting budget reductions, the
departnment's norale spiraled into near despair. Fire
personnel had w tnessed the |loss of the airport fire
protection to a public safety group; fire inspectors were
converted into "civilian" positions; dispatching services were
taken fromthe fire departnent and given to the police
departnment; the departnment’'s twenty-year-old paranmedi c program
was elimnated along with 19 fire fighting positions; and five
chief officer positions were renoved fromthe departnment's
| i neup. Career advancenent was gl oony, and any chance for
sel f-actualization seened al nost unattai nabl e.

The fact that today nore resources are being directed to

| aw enf orcenment creates an additional strain on the already
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limted general fund budgets. Many fire departnents currently

feel their budgets are being reduced just to free resources to

support the addition of nore police officers. Wether this is

true or not was not the subject of discussion. However, this

i ssue created an additional concern which assisted in
furthering | ow norale.

During this entire period in question, the fornmer fire
adm ni stration mai ntained there was no reason to develop a
strategic plan since the future was dependent on the annual
budget. Hence, the budget was the strategic plan. This
action was contrary to effective managenent practices.

There has been denonstrated a significant decrease in
enpl oyee norale with the Fresno City Fire Departnment, which
has created a correspondi ng decrease in organi zati onal

productivity. Because this organization has already

experi enced consi derable reductions in its resources, it could

not afford to also have significant decreases in its
productivity.

This report fulfills the requirements to an applied

research project for the Strategic Managenment O Change course

of the National Fire Acadeny's Executive Fire O ficer Program

This project is an application of Unit 1: Introduction to

Change Managenent.



LI TERATURE REVI EW

A relevant literature review was conducted for this
project with the objective of determning if there was
sufficient information available to support the need for
strategic planning. Accordingly, there was a need to
determine if there were any inplications for not devel opi ng
and mai ntai ning such plans.

Conmpel i ng Need For A Strategic Plan

An incredi bl e nunber of conpanies, government agencies,
and nonprofit organi zations of all types are plagued by a | ack
of planning and by deficiencies in sharing what plans they do
have with those responsible for getting the job done.

Amazi ngly, these organizations continue to exist. Sooner or
| ater many of themfind thenselves struggling to survive
instead of striving to achieve at higher |evels (Herman,
1988).

Why does this happen? Usually it is because the people
responsi ble for setting the direction and guiding others are
confused. They are not sure where the organi zation is going,
yet they feel they are maki ng progress. Their position may be
different than it was yesterday, but they are not sure where
t hey are supposed to be tonorrow.

The problemin this case is the lack of planning in al



facets of the organi zation, particularly anong senior |eaders.

The result is that the organization just “floats.” This

condition |l ends credence to the popul ar quotation “If you

don’t know where you' re going, any road will take you there.”
(Her man, 1988)

The warning cries of a changing future have been
di scussed ad nauseam over the past few years. The
increasingly conpetitive environment has demanded t hat many
organi zati ons undergo significant and profound change if they
are to remain vital in this increasingly changing world. The
managenent of | arge-scal e organi zati onal change has becone a
critical task for managers (Mohrman, Mhrman, Ledford,

Cunmm ngs, Law er, and Associ ates, 1989).

The inmpetus for this change has stemed fromthree
significant areas that are influencing both one’s personal and
professional lives. They are: 1) The marketplace is now
gl obal ; 2) Technol ogy is advancing at an accel erating pace and
qui ckly flows throughout the world; 3) The expansion of new
values and |ife-styles that have occurred over the past
twenty-five years.

The power of globalization is of a magnitude greater than
that of the colonization that crept slowy through the world

during earlier centuries. It is happening faster, affecting



nore people, and creating constant shifting in the relative
st andi ng anmong industrialized nations (Pascarella, 1989).
Al t hough this phenonenon may not directly affect fire
departnments in the present, it certainly will have an inpact
on the near future.

Technol ogy is al so advanci ng at an accel erated pace and
qui ckly flows throughout the world. Overnight, a new
t echnol ogy can change what a conpany nmakes, how it nakes it,
and who its conpetitors are. |In the fire service, technol ogy
will have a far-reaching effect on how services will be
del i vered and managed.

Over the past quarter century, there has been an
expl osi on of new values and life-styles. Mxed with the old,
t hey have created staggering diversity that mkes old
assunpti ons about the rol es people play obsolete. Through
both rol es, people are expressing their values as they denmand
that nore attention be paid to quality (Pascarella, 1989). As
contenporary fire chiefs already know, the fire service
continues to be challenged as to its value to the community.

In lan Mtroff and Thierry Pauchant’s book, “W’'re So Big
And Power ful Nothing Bad Can Happen To Us,” the authors
exam ne the gap between people’s ability to acknow edge

intellectually that significant if not radical changes are



required if people are to manage their environment and the
i ncredi bl e denial that exists on the enotional |evel of the
need for substantial change. It is precisely this gap, they
state, that makes change so difficult (Mtroff and Pauchant,
1990).

As the authors further studi ed conpanies in crises, they
| earned that nmerely nore than fine-tuning was needed.
| nst ead, revolutionary change in managenent thought and
practice was necessary. The basic conceptions and principles
by which virtually all organizations operate are inherently
fl awed and out noded. The conpani es that had the nobst serious
of crises were those that sinply enbodi ed those out noded
conceptions to a greater degree (Mtroff and Pauchant, 1990).

To choose a direction, a | eader nmust first have devel oped
a nmental image of a possible and desirable future state of the
organi zation. This imge, which is called vision, nmay be as
vague as a dream or as precise as a goal or m ssion statenent.
The critical point is that a vision articulates a view of a
realistic, credible, attractive future for the organization; a
condition that is better in sone inportant ways than what now
exi sts (Bennis and Nanus, 1985).

A vision is a target that beckons. It is a future state

that bridges the present to the future of the organization.



When the organization has a clear sense of its purpose,
direction, and desired future state, and when this inage is
wi dely shared, individuals are able to find their own roles
both in the organization and in the |arger society of which
they are a part.

A shared vision of the future al so suggests neasures of
effectiveness for the organization and for all its parts. It
hel ps peopl e distinguish what is good and what is bad for the
organi zation and what it is worthwhile to want to achieve.
And npst inportant, it makes it possible to distribute
deci si on maki ng wi dely (Bennis and Nanus, 1985).

Strategic planning is a form of decision making. It
takes the vision and m ssion of an organization and nmatches
the services and activities with changed and changi ng
envi ronnental conditions. Strategic planning provides a
framewor k for the inprovenent and restructuring of prograns,
managenent, coll aborations and eval uati on of the
organi zation’s progress (Ross, 1995).

If there is no planning, then there is no plan for the
future. Today’'s changing environment will not be addressed
for the tonorrow. Leadership responsibilities, such as
vision, will be neglected and the organi zation will suffer.

Potential Negative Effects OF Not Having A Strategic Plan
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Strategic planning is, by its very nature, broad-based
and conceptual. The strategic plan addresses the |ong-term
critical issues facing the organization in the future. It
al so deals with the future in ternms of strategy, long-term
obj ectives, and integrated prograns for acconplishing those
obj ectives (Morrisey, Below and Aconb, 1988).

Strategic planning is rooted in future-oriented,
proactive thinking that anticipates change and adopts | ong-
range strategies to neet the demands of that change. Strategic
pl anning often steers the organi zation in new directions and
adapts conmpany resources to changing conditions, which permt
| eaders to create a desired future, rather than reacting to an
unpl easant future that is thrust upon them Strategic
pl anni ng answers the question, “Where are we going in this
organi zation?” (WIllits, 1996).

The primary responsibility for devel opi ng and updati ng
the strategic plan rests with the fire chief and senior
executive staff (Morrisey, et al, 1988). The nost successful
fire chiefs of today recognize that planning for the future
needs of a fire departnment is the nost inportant job of fire
department managers (WIllits, 1996).

One of the first steps in the strategic planning process

is to develop a m ssion and vision statenent. M ssion



statenments give an organi zation’s purpose for being. In
conparing and contrasting m ssion-driven organi zations to
rul e-driven organi zations, one |learns that m ssion-driven
organi zations are nore efficient, effective, innovative,
fl exi ble, and have a hi gher norale than rul e-driven
organi zations (WIllits, 1996).

Devel opi ng a vision statement for an organi zati on does
many of the same things as its mssion statenent. It serves
to focus the nmenbers of the organization on the future. 1In
the 1992 “Shared Vision Report” of Scottsdale, Arizona, the
vi sioning process included sonme guiding principles which
provide a basis for visioning. They included:

No one has a crystal ball.

The best ideas are sel dom obvi ous.

Del i berate actions ultimtely cost no nore than | eaving
everything to chance.

Not hi ng worthwhile is achi evable w thout cooperation and
conmm t ment .

VWhat each person in the organization thinks matters.
All actions, large and small, have consequences.

The future doesn’t just happen. People create it.

Visioning is not a predictor or projection of sonme future

events, but rather an expression or description of what the

11
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future can be if the organization works in a coordi nated and
strategic manner (WIllits, 1996).

California State Fire Marshal Ronny J. Col eman st ates,
“Anyone operating in today’ s environnent without a plan is in
troubl e” (Col eman, 1994). Even in the now dated but highly

accl ai mred docunent “America Burning,” the need for mgjor
change in the fire service was recomended (Conmm ssion on Fire
Prevention and Control, 1972). The key to successful planning
is to understand that one is readying the organization to neet
the future (Carter, 1988).

The budgetary process is also a planning exercise. Wile
the quality of planning may vary, the devel opment of a budget
is also the devel opnent of a plan. |Inescapably, a future
state of affairs is envisioned and priorities are set.
Therefore, to avoid separate and perhaps conflicting planning
efforts, strategic planning and the annual budget nust be
i ntegrated (Boyd, 1997).

“What isn’t planned today won't be done tonmorrow’ is a
well worn comrent that states succinctly the results of not
pl anning. Neglecting to plan because of procrastination or a
| ai ssez-faire attitude results in letting the environnent

control the organization rather than the organization

controlling the environment. W thout planning, managenment
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surrenders the destiny of the organization to fate (Anerican
Managenent Associ ates [ AMA], 1982).

O her managers may sinply go through what they believe to
be the notions of |ong-range planning. They prepare a
forecast or budget based on |last year’s figures raised by a
percentage in line with inflation and del ude thensel ves t hat
t hey have made a | ong-range pl an.

Anot her i nportant consideration with strategic planning
i ncludes community involvenent. Most experts on strategic
pl anning for |ocal governnment reconmmend that all stakehol ders,
i ncluding the public, from neighborhood and busi ness
organi zations to service users and recipients of public
support be involved in the planning process. Consciously or
not, every community also has a vision of its comon future
(Wbodmansee, 1994.)

Anmong t he nost inportant reasons for devel oping strategic
pl ans are the consequences of not nmaking them There are few
organi zations with managers sufficiently astute to be able to
grow wi t hout the benefit of |ong-range planning. Day-to-day
details can, if permtted, conpletely take up a manager’s
time. |If he or she is conpletely overwhel med by daily
deci sions, the manager will not have tinme to | ook ahead for

troubl e, opportunities, or trends (AMA, 1982).



14

PROCEDURES

Research Met hodol ogy

The research procedure used in preparing this research
project began with a literature review at the Learning
Resource Center on the canmpus of the National Energency
Training Center in Enm tsburg, Maryland. The literature
review focused on one specific topic: strategic planning.

The literature search sought authoritative sources that
addressed a wi de range of opinions regarding the many facets
of planning, both in the public and private sectors. The
search was intended to identify nationally accepted practices
and current trends affecting the sane. Both the private and
public sectors were conpared and contrasted to determne if
there were differences that needed to be considered for public
sector planning. The research concluded there was no
significant difference in public and private organi zations.

Two survey instruments were al so devel oped and
adm ni stered. One survey was sent to 25 randomy selected fire
captains on the Fresno Fire Departnent. The purpose of the
survey was to determne firsthand if there had been a real or
perceived loss in enployee norale and performance due to
Fresno Fire Departnment not having a strategic plan (see

Appendi x A). O the 25 surveys distributed, 20 (80% were
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conpl eted and returned.

A nunber of specific questions were asked regarding their
opi nions on the need for a strategic plan; if there was a
negative effect to enployee noral e when there was no plan; if
there was a negative effect on enpl oyee performance when there
was no plan; and if they believed a strategic plan was an
effective tool to | ead and manage an organi zati on.

A second survey was sent to 30 fire departnents across
the country that served popul ations ranging from 100,000 to
500, 000 persons, which were considered to be simlar in size
to Fresno. The purpose of the survey was to determne if
other fire departnments used strategic plans in these uncertain
times (see Appendix B). Accordingly, survey questions were
used to determine if the lack of a strategic plan would have
an effect on enployee noral e and organi zati onal performnce.

Of the 30 surveys sent, only 18 (60% were returned.

The data from both surveys was analyzed to determne if
there was a rel ational value between the literature review and
survey responses.

Assunmptions and Linmtations

Assuned: Only know edgeabl e individuals experienced in
t he subject of planning for organizational effectiveness were

the authors of the witten materials that were used in the
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research, and that these sane individuals were honest and
unbi ased in their research and opinions.

That all surveys would be answered honestly by persons
with sufficient know edge about the subject matter and the
current conditions of their respective fire departnments to
render appropriate responses to the given questions.

Limtations: The research materials analyzed were not

necessarily representative of all experts on the subject of
organi zati onal planning since only a |imted nunber of
references were reviewed during the research.

That the information gathered fromthe survey instrunments
to other fire departnents was not inclusive of the opinions of
all fire departnments since only 30 departnents were surveyed.

Accordingly, the fire departnments surveyed were all
metropolitan and generally relative in size and structure to
Fresno Fire Departnment.

That the information gathered fromthe Fresno Fire
Depart nent Captains’ survey instrument was not inclusive of
the opinions of all the departnment’s Captains since only 25
were surveyed. Accordingly, since only captains were queri ed,
the opinions were limted only to the rank of captain and not
all the other ranks in the departnent.

Definitions
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Enpl oyee Moral e: The | evel of individual psychol ogical
wel | -being of a nenmber of a fire departnment
or gani zation.
Enmpl oyee Performance: A measurabl e behavior in which an
i ndividual in an organization efficiently carries
out the actions prescribed by the enployer.
Organi zational Performance: Measurabl e behaviors in which
a group of enployees carries out the actions
prescribed by the | eadership of the organization.
Strategic Plan: A docunent outlining a prescribed plan
for a desired future state in an organization.
RESULTS
The analysis and interpretation of the data included the
conpilation of the surveys and categorization of the
responses submtted for the survey questions. The surveys
were separated into two groups: The external survey group and
the internal survey group. The information gathered from both
groups was anal yzed and conpared and contrasted to the
l[iterature review.
Accordingly, the information gathered was anal yzed to
determine if it could provide answers to the follow ng four
stated research questions:

1. Are there conpelling reasons for a fire departnment
to have a strategic plan?
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Based upon the literature review conpleted, there was
sufficient supporting literature to conpel an organi zation to
devel op strategic plans. Wthout exception, the literature
revi ew overwhel m ngly supported the need for strategic plans.

Anal yzation of the individual survey question responses
fromboth the internal and external surveys also reveal ed that
t here was consi derabl e support for the devel opnment and
utilization of strategic plans.

2. VWhat are the potential negative effects to a fire

departnment for not having a strategic plan?

As discovered in the literature review, not only were
strategi c plans seen as essential to an organization, but
t here were consi derabl e warnings also given to those
organi zati ons that were absent such plans because of the ever-
changi ng and uncertain future. Additionally, organizations
that i1involve thenselves with planning activities are nore
efficient and effective.

As | earned fromthe surveys, nobst respondents believed
strategi c planning was an effective managenent tool, and the
consequences for not having such a plan could result in |ower
productivity and enpl oyee noral e.

3. Has the lack of a strategic plan affected the norale
of the menbers of the Fresno Fire Departnent?
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The internal survey revealed that 85% of the respondents
believed that the |ack of a strategic plan for Fresno Fire
Departnent did have a negative effect on enpl oyee norale.
Further, 70% believed there was a decrease in enployee
performance, and 70% stated they al so had a | ower opinion of

adm ni stration staff because of the |lack of a strategic plan.

4. Do nost fire departments continue to use a strategic
pl an even during these turbulent and uncertain tines
for the fire service?

The external survey reveal ed that 89% of the departnents

surveyed continue to use strategic plans in these turbul ent
times, and 100% recommended that fire departments have a

strategic plan.

The survey results were as foll ows.
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The External Survey G oup

1 By industry standards, what sSize is your department considered to be?

Smdl 0 (0%)
Medium 11 (61%)
Large 7 (41%)

2. Doesyour fire department have a drategic plan?
Yes 16 (88%)
No 2 (11%)

3. How many years does your plan cover?

1 0 (0%)

2 0 (0%)

3 1 (.5%)

4 0 (0%)

5 8 (44%)
5+ 8 (44%)
N/A 2 (11.5%)

4. Does your department follow the plan?

Always 8 (44%)
Sometimes 6 (35%)
Never 2 (11.5%)

N/A 2 (11.5%)

5. Do you believe the plan is an effective tool to manage and lead your organization?

Yes 16 (89%)
No 0 (0%)
No opinion 0 (0%)

N/A 2 (11%)
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Have you ever had a succession of years when you did not have a plan?

Yes 10 (59%)
No 3 (17%)
Unknown 3 (17%)
N/A 2 (11.5%)

If yes, did you notice a difference in the morae of your employees?

Yes 5 (30%)
No 2 (11%)
N/A 7 (41%)
No Response 4 (22%)

If you currently did not have a strategic plan, do you believe it would have a negative
effect on your employees morae?

Yes 6 (35%)
No 4 (24%)
Unknown 8 (44%)

If you currently did not have a strategic plan, do you believe it would have anegative
effect on the performance of the organization?

Yes 10 (55%)
No 2 (11.5%)
Unknown 4 (24%)
No Response 2 (11.5%)

Do you recommend that fire departments have a strategic plan?

Yes 18 (100%)
No 0 (0%)
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The Internal Survey G oup

1.

| was unaware that the departnment has not had a
witten strategic plan for several years.

Strongly agree 5 (25%
Agr ee 5 (25%
Di sagree 4 (20%
Strongly di sagree 6 (30%

| believe it is very important that an organization such as the Fresno Fire Department
have awritten strategic plan.

Strongly agree 17 (85%)
Agree 3 (15%)
Disagree 0 (0%)
Strongly disagree 0 (0%)

| believe most organi zations sSmilar to the Fresno Fire Department have written strategic
plans.

Strongly agree 8 (40%)

Agree 7 (35%)
Disagree 5 (25%)
Strongly disagree 0 (0%)

The lack of awritten strategic plan for the Fresno Fire Department causes me to have a
lower opinion of fire adminigtration personnd.

Strongly agree 9 (45%)
Agree 5 (25%)
Disagree 4 (20%)
Strongly disagree 2 (10%)

| believe thereis a negative effect on employee morale when there is not awritten
drategic plan.

Strongly agree 10 (50%)
Agree 7 (35%)
Disagree 3 (15%)

Strongly disagree 0 (0%)
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| believe there is a negative effect on employee performance when there is not awritten
drategic plan.

Strongly agree 8 (40%)

Agree 6 (30%)
Disagree 6 (30%)
Strongly disagree 0 (0%)

| believe awritten drategic plan is an effective tool to manage and lead an organization.

Strongly agree 17 (85%)
Agree 3 (15%)
Disagree 0 (0%)
Strongly disagree 0 (0%)

| do not believe strategic plans should have employee inpLt.

Strongly agree 0 (0%)

Agree 2 (10%)
Disagree 6 (30%)
Strongly disagree 12 (60%)

| would persondly fed more “ownership” in this organization if | could have input into a
drategic plan.

Strongly agree 10 (50%)
Agree 9 (45%)
Disagree 0 (0%)
Strongly disagree 1 (5%)

My persona morale would not change toward this organization if we had awritten
drategic plan.

Strongly agree 2 (10%)
Agree 4 (20%)
Disagree 8 (40%)

Strongly disagree 6 (30%)
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DI SCUSSI ON

How can | eaders and managers determ ne how t heir
organi zations should respond to the increasingly turbul ent
envi ronnents in which these organi zati ons operate? How should
| eaders respond to dwi ndling or unpredictable resources; new
publ i c expectations; denographic changes; deregul ations;
upheaval s in the national, state, and |ocal econom es; and new
roles for public, nonprofit, and business organi zati ons? One
such way is through the use of strategic planning (Bryson,
1988).

The purpose of this study was to determ ne what the
i nplications may have been to the Fresno City Fire Departnent
for not having a strategic plan over the past several years.
Even though this study did not seek to identify how the | ack
of a plan may have manifested itself in particular ways, it
did examne if there was a correlation to the chronic | ow
noral e problemw thin the departnent.

Over the past twenty-five years, strategic planning has
become a standard part of managerial thinking and practice in
t he business world. Only recently, however, have | eaders and
managers in the public and nonprofit sectors beconme aware of
how strategi c planning can help their organization (Bryson,

1988) .
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A strategic plan is devel oped so that the organization
can continue to be successful by producing products for which
there is a demand or providing necessary services in an
effective and efficient manner (Ross, 1995).

Strategic planning is based on the prem se that | eaders
and managers of organi zations nust be effective strategists if
their organizations are to fulfill their m ssions and satisfy
their constituents in the years ahead. The keystone to
strategic planning is strategic thinking and acting.

Long-range planning differs fromstrategic planning in
t hat | ong-range planni ng specifies goals and objectives and
translates theminto current budgets and work prograns.
Strategic planning focuses on identifying and resol ving
i ssues. \When one explores the cause of | ow enpl oyee norale,
one must exani ne the issues that are causing it.

| f an organi zati on does not have a plan, the organization
drifts along by the current of influence. |Influence can be
either a positive or negative force depending on where the
influence is generated from and for what reasons. This
organi zational “drifting” is what allows an organization to
fall into the trap of conplacency and lose its conpetitive
advant age.

Sonme organi zations, even though they do not have a
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strategic plan, still seemto nanage to keep their

organi zations functioning. Such is the case with Fresno Fire
Departnent. |Its continued ability to survive is, perhaps, a
result of the driving forces of nmany concerned individuals
that really care and influence the departnent.

Strategic planning is not the exclusive job of
managenent. The pl anni ng process and product are di m ni shed
if those who want to participate cannot find a constructive
channel for their energy and desire (Boyd, 1997). \hen
i ndividuals feel that they can make a difference and that they
can inprove their work environment through their
participation, they are nore likely to bring vigor and
enthusiasmto their work (Bennis and Nanus, 1985). Thus,
enpl oyees should be involved in the planning process.

The results analyzed in the internal survey clearly
indicated a | ower enployee norale due to the lack of a
strategic plan. Accordingly, enployees had a | ower opinion of
adm ni stration personnel for the sane reason. This is
believed to be a denmonstration of a |ack of confidence in
their adm nistration. This statenment does not suggest that
the lack of a plan is the sole reason for |ow norale, but

rather it is a contributing factor of this conplex phenonena.
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The external surveys produced simlar results but to a
much | esser degree. This may be expl ained by the fact that
chief officers conpleted the surveys and may have a different
opi nion of the status of enployee norale. O perhaps their
organi zations are not experiencing |ow norale.

The findings of this study indicated the inplications to
Fresno City Fire Departnment for not having a strategic plan
i nclude | ower enpl oyee norale and productivity. To what
degree the | ower enployee productivity has had on the
organi zation was not nmeasured in this study. However, since
the public are the stakeholders in all fire departnent
operations, and public funds support Fresno Fire Department,
any decrease in enployee or organizational productivity is a
concern that nmust be addressed. RECOMVENDATI ONS

The results of the analysis of the literature revi ewed
for this research project supported conclusively that fire
departnments shoul d enmbark upon devel opi ng and nmi nt ai ni ng
strategic plans. Further, the external survey results
i ndicated that nost fire departnents have strategic plans, and
all fire departnments surveyed recommended the use of strategic
pl ans.

The internal survey results indicated departnment nenbers

had | ower enpl oyee norale due to the |lack of a strategic plan.
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Further, the survey indicated enpl oyees believe that
strategic plans are an effective managenent tool and shoul d
have enpl oyee i nput when the plan is being devel oped. Based
on the foregoing, the following is recommended as a product of
this research:

1. The Fresno Fire Departnment enmbark upon devel oping a
five-year witten strategic plan in the near future.

11.  Thefive-year drategic plan should include the input from various groups of people
throughout the organization, including the rank and file members, which are stakeholders
in the organization.
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James L. Chrigtiansen

Fire Bureau Chief of Operations
Fresno City Fire Department
450 ‘M’ Street

Fresno, Cdifornia 93721

July 26, 1998

Dear Fdlow Fire Service Professiond,

| am a second-year sudent in the Nationa Fire Academy’ s Executive Fire Officer Program. A partid
requirement for thisfour-year course includes the completion of an applied research paper each year.
Thisyear | am researching the need for organizations to have a strategic plan during these turbulent and
uncertain times of change. Completion of this particular research project will meet the requirements of
the Strategic Management of Change course | recently completed.

It would be greetly appreciated if you or one of your saff personnd would answer the following ten
questions by circling the most correct answer and retur ning thisto me as soon as possible. The
information provided will assist me greatly with my research. | have included a stamped, sdlf-addressed
envelope for your convenience. Thank you very much for your time.

What is the name of your fire department?

1. By industry standards, what size is your department considered to be?

Smdl Medium Lage
2. Doesyour fire department have a drategic plan?

Yes No

3. How many years does your plan cover?

1 2 3 4 5 5+ N/A
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4. Does your department follow the plan?

Always Sometimes ~ Never N/A

5. Do you believe the plan is an effective tool to manage and lead your organization?

Yes No No opinion N/A

6. Have you ever had a succession of years when you did not have a plan?

Yes No Unknown N/A

7. If yes, did you notice a difference in the morde of your employees?

Yes No N/A
8. If you currently did not have a gtrategic plan, do you bdieve it would have a negative
effect on your employees morae?

Yes No Unknown

9. If you currently did not have a strategic plan, do you believe it would have a negative
effect on the performance of the organization?

Yes No Unknown

10. Do you recommend that fire departments have a strategic plan?

Yes No

Any additiona comments you wish to make?

33
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James L. Chridtiansen

Dear Fresno City Fire Department Captain,

| am a second-year sudent in the National Fire Academy’ s four-year Executive Fire Officer Program.
Part of the requirements for attendance to this program include the submission of an gpplied research
paper every year. Thisyear | am researching the implications to our department for not having awritten
drategic plan. Strategic plans are typicaly designed to be aworking plan of oneto five yearsin
duration, and they are considered to be “road maps’ for an organization. Asyou may be aware, this
department has not had awritten strategic plan for fifteen years.

As part of my research | am randomly surveying 25 Captainsin an effort to determine whet effect, if
any, there has been to the employees of this department for not having such aplan. Y ou have been
randomly drawn to be one of the survey group. | selected Captains because | believe you are closest to
the daily operations and have the best perspective of what the problem areas of the department are.
Your help with my research is essentia and greetly appreciated. When you have answered the
following questions to the best of your ability by circling one of the numbers under the answer choice
headings, please forward them to me as soon as possible so | can begin compiling the data. Again,
your help is greatly appreciated.

1. Prior to reading the above, | was unaware that the department has not had a written
drategic plan for severd years.

Strongly agree Agree Disagree Strongly disagree
1 2 3 4

2. | believeit isvery important that an organization such as the Fresno Fire Department

have awritten strategic plan.
Strongly agree Agree Disagree Strongly disagree
1 2 3 4

3. | believe mogt organizations smilar to the Fresno Fire Department have written
drategic plans.

Strongly agree Agree Disagree Strongly disagree
1 2 3 4
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4. Thelack of awritten Strategic plan for the Fresno Fire Department causes me to have a

lower opinion of fire adminigtration personnd.

Strongly agree Agree Disagree Strongly disagree
1 2 3 4

5. | believe there is a negative effect on employee morae when thereis not a
written strategic plan.

Strongly agree Agree Disagree Strongly disagree
1 2 3 4

6. | believe there is a negative effect on employee performance when thereisnot a
written strategic plan.

Strongly agree Agree Disagree Strongly disagree
1 2 3 4

7. | believe awritten Strategic plan is an effective tool to manage and lead an
organization.

Strongly agree Agree Disagree Strongly disagree
1 2 3 4

8. 1 do not believe grategic plans should have employee input.

Strongly agree Agree Disagree Strongly disagree
1 2 3 4

9. 1 would persondly fed more “ownership” in this organization if | could have input into
drategic plan.

Strongly agree Agree Disagree Strongly disagree
1 2 3 4

10. My persond morale would not change toward this organization if we had awritten
drategic plan.

Strongly agree Agree Disagree Strongly disagree
1 2 3 4
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